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Agenda and Process

Audience: County Business and IT Leaders

y" Introduction and Objectives

Yy IT Key Metric Data - Updated

y" Recommended Roadmap and Initiatives
Yy IT Investment Scenarios

y" Next Steps and Questions
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Introduction and Objectives
Meeting Purpose and Objectives

Objective:

y" Confirm recommendations, roadmap prioritization, and investment perspective based
upon Gartner's future goals / vision definition

Process:

y" Gartner will review the potential investment scenarios for Maui
Yy Gartner to present our recommendations, and solicit your feedback and agreement
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© 2012 Gartner, Inc. and/or its affiliates. All rights reserved. G t
Gartner is a registered trademark of Gartner, Inc. or its affiliates. 2 a r ner@



Introduction and Objectives

County of Maui IT Assessment
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Our Understanding of the Business Context and the Objectives

Business Context Objectives
y" Maui County executives understand the important  IT Strategic Assessment
role that technology plays in helping the County Yy How wel |l i s t hell Soiges Divisioo f M
realize its key strategic objectives in becoming an positioned and prepared to meet the needs and
efficient, effective and responsive government expectations of the County today and in five years?

y" What structure, tools, and resources will the ITS

y' Maui County executives appreciate the fact that Division need to have in place to meet those needs?

resources are limited and that technology
investments must be properly aligned to support
key strategic business objectives

y" What actions will need to be taken to ensure ITS is
ready to support the organization with suitable services?

) ] ] ) Enterprise Land Info Management Assessment
y" Before making considerable investments in

people, apps and infrastructure, Maui County
leadership wishes to complete a comprehensive
assessment of its current information technology
(IT) needs and capabilities in order to develop and
prioritize a near term and longer term IT y
investment strategy

y" Understand the current state of the Land Management
Systems

Yy Understand capabilities of new generation Real Property
and Development Management Systems

Understand what ITS needs to do to be prepared to
meet the needs and expectations

End User:
y MaU| County has engaged Gartner to provide an Yy Determine the appropriate end-user environment for
independent and objective assessment of the Maui County

current situation and make detailed, practical and

actionable recommendations for a path forward Yy Assess available technologies against County needs,

evaluatingboth6t r adi t i on a ltechnalayids e m
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Assessment Methodology and Current Status

To meet Maui Countyds time and budget objectives,
to manage each of the three work streams in paral
each of the deliverables described in the Countyod

comprehensive in our approach while making the best use of stakeholder time.

Current Point

2. Understand 3. Determine 4. Assess 5. Determine 6. Develop
Business IT Direction Capabilities Required Roadmap
Demand Actions
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Summary of Recommendations

County of Maui IT Target State

Engagement: 330011842
© 2012 Gartner, Inc. and/or its affiliates. All rights reserved.
Gartner is a registered trademark of Gartner, Inc. or its affiliates.

; Gartner



Summary of Findingsi | Tés Rol e Needs to Grow

y" Due to growing demands on IT within the County of Maui, the ITS is focused on serving
as a key support function and shifting to a Process-Centric Service Model with an
emphasis on improving service levels

yln order to support the future goals [/ obj
specific functional areas, processes, and technology capabilities, which includes a
refresh of its desktop and data center hardware

Yy ITS must define a business case for its future vision and work with the Mayor and
County Council to secure the necessary resources

Yy Limitations in the resource talent pool and external service provider on Maui will likely
limit the pace at which ITS can mature and grow its capabilities

Cost of Key Support Business Transformational

Doing Function Enabler IT
Business

Changing Role of IT
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Findings and Key Themes: Gartner IT Strategy Model

yGartneros | T Strategy Model i s the foundat
current state and defining the future goals / objectives
y" The model is founded upon the principle that an IT strategy must ensure that IT
resources are linked to business demand
y' Demand: What does the County need, and how will IT contribute?
Yy Supply: What capabilities will IT provide to meet that demand?

y" Control: How will the County and IT balance opportunities for growth, optimization, and risk-taking
given changing demand conditions and with the appropriate investment in supply?

Supply.

IT Services

Control

Demand

Business Context IT Principles

Business Success IT Governance Enterprise Architecture

IT Financial Management People

Business Capabilities

118
il
il

IT Contribution Metrics Sourcing
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Engagement Process: Areas of Inquiry are IT Strategy and Desktop

1. Project 2. Understand 3. Determine 4. Assess 5. Determine 6. Develop
Initiation Business IT Direction Capabilities Required Roadmap
BEINET[e Actions

IT Strategy

AHow well is the County of Maui6s | T Services
needs and expectations of the County today and in five years?

A What structure, tools, and resources will the ITS Division need to have in place to meet

those needs?

A What actions will need to be taken to ensure ITS is ready to support the organization with

suitable services?

Desktop Assessment

A Determine the appropriate end-user environment for Maui County

AAssess available technologies against Colnty
emerging technologies

Note: Land Information Management is assessed in a separate work stream

Engagement: 330011842
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Summary of Findings i Grouped into Demand i Control T Supply Model

1. Project 2. Understand 3. Determine 4. Assess 5. Determine 6. Develop
Initiation Business IT Direction Capabilities Required Roadmap

Demand Actions

Demand

et

Control
\

—

—

Supply
A

—]

A Broad interest in better integrating key business processes across individual departments

A Some interest in County-wide integration, led by Permit Process Improvement Team (PPIT)

A Departments are interested in modernization their tool set, but inexperience in adoption and
lack of guidance has slowed down the transition

A Business sees a growing appetite from the public for direct access to data

A Departments are not involved in the final decision-making process for project intake,
evaluation and prioritization

A No tools for tracking efficiencies around business processes

A Governance / Decision Making is not always well defined or based on defined criteria
A No assigned relationship manager role to operate between IT and the Business

A No country wide risk management or proactive efforts and support tools

A No chargeback, showback, or other formats to define and show costs for IT services

A 1T is starting the process of tracking IT Service Management metrics, but limited metrics
exist and none are focused on business outcomes

A IT struggles to maintain service levels for users, end user devices and most data center
infrastructure is aging

A Maui is significantly under invested in IT capabilities relative to peers

Engagement: 330011842
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Summary of Findings 7 Grouped into Demand i Control T Supply Model

2. Understand
Business
Demand

1. Project
Initiation

5. Determine
Required
Actions

4. Assess
Capabilities

3. Determine
IT Direction

6. Develop
Roadmap

County of Maui Strategic Outcomes

Demand

Business Context

Business Success

Business Capabilities

IT Contribution

IT Principles

IT Governance

IT Financial Management

‘ Enterprise Architecture ’

Sourcing

Metrics

Communication Plan: ITS / Government / External

ITS Business Unit Plans

Engagemen
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Required Actions: Seven Key Strategic Initiatives building business value

1. Project 2. Understand 3. Determine 4. Assess 5. Determine 6. Develop
Initiation Business IT Direction Capabilities Required Roadmap

areas of Demand Actions
inquiry

Demand D1. Create Business Relationship Management

Program
IT Contribution
D2. Integrate IT Planning with Business Goals

C1. Create a County Wide IT Governance Structure
IT Governance
T Flrane) MRS < C2. Develop a Financial Planning and Reporting
Program

S1. Develop County Technology Refresh Program

S2. Mature the IT Service Management Program P R
Existing Initiative

Enterprise Architecture S3. Establish a County Wide Enterprise
Architecture (EA) Highest Priority
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Roadmap: A two year program of paced investments

1. Project

Initiation
areas of
inquiry

2. Understand
Business
Demand

Domain

Demand

Control

Supply

Category

IT
Contribution

IT
Contribution

Governance

IT Financial
Management

IT Services

IT Services

Enterprise
Architecture

Engagement: 330011842

© 2012 Gartner, Inc. and/or its affiliates. All rights reserved.

Initiative

3. Determine
IT Direction

D1. Create BRM Program

D2. Integrate IT Planning with

Business Goals

C1. Create a County Wide IT

Governance Structure

C2. Develop a Financial

Planning and Reporting Prog.

S1. Develop County

Technology Refresh Program

S2. Mature the IT Service
Management Program

S3. Establish a County Wide
Enterprise Architecture (EA)

Gartner is a registered trademark of Gartner, Inc. or its affiliates.

4. Assess
Capabilities

5. Determine
Required
Actions

6. Develop
Roadmap

Timeframe

Immediate

Near term,
iterate

Immediate,
iterate

Secondary

Immediate

Ongoing,
maintain focus

Near term,
iterate out of
projects

13

Rationale

AGet focus on immediate business value
ADefine BRM role, begin hiring process

AcCreate Planning and PPM processes and
begin reporting; continually improve

Almprove investment analysis and IT /
Business communication
ARefine over time

ARefine Gov. process with financial reporting
ASupport planning / PPM processes

ABegin now and be current in 2 years
Astart reducing risks immediately
AAdd 1&0 staff as workload grows

AAssess needs for enhanced tools
AContinue phased deployment

Assign function to existing resources - Apps
team and BAs
KCollect artifacts from projects and refine

Gartner



Summary of Recommended Initiatives
Demand Side

IT Contribution

Demand

1. Improve IT and Business Relationship
2. Develop a Business Goals Driven

Strategic IT Plan

Overview Expected Benefits

D1: IT Contribution 7 Create Business Relationship Management
Program

Build stronger ITS i Business relationships through defined
Business Relationship Manager (BRM) roles

A

p>Y

Improved understanding
of business requirement
and planning / goals
Defined channel for

A Define channels and process for communicating business needs, business to work with IT
including feedback on projects and applications to evaluate investments
A Ensure IT and Business engagement at the inception of A Improve prioritization of
investment analysis, project definition and business case projects
development A Ensure IT understands
business operations and
needs
D2: IT Contribution 1 Integrate IT Planning with Business Goals A Clearly defined IT
A Develop county-wide business goals driven IT Strategy strategy based on
A Distribute and socialize strategic plans throughout County business unit input
A Support business department investment planning and A Clear understanding of
prioritization based on the agreed to IT Strategy | TSO Vision
A Provide foundation for
investment analysis
(an(?fzergzgtr:]egr,g?r?cl.ljijzlor its affiliates. All rights reserved. 14 Gartne';
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Control

3. Create a County Wide IT Governance
Structure

Summary of Recommended Initiatives :
Control Side IT Financial Management Q;@gg;m:p‘a:;;:gﬁlal Planning and

Overview Expected Benefits

C1: Governance i Create a County Wide IT Governance Structure | A Ensure intelligent

A Define decision making processes, structure, and parameters allocation of funding to
(e.g., guiding principles), including scope of decision made at project that provide
Department level vs. County levels greatest benefit or

A Provide a structure for investment management and Program and address major risks
Project Management (PPM) A Provide County wide

A Include cross departmental resources in IT decision making perspective for decision

A Develop a county wide perspective to assist in allocating funds to making
the project with the highest benefits A Ensure predictable

consistent and decision
making

C2: IT Financial Management i Develop a Financial Planning and | A Enable informed decision

Reporting Approach making for IT services

A Demonstrate financial transparency pertaining to available IT and projects
services, such as a Showback Catalogue for services A Define metrics for

A Support county wide investment planning based on financial tracking investment and
metrics initiatives

A Promote better behavior
by business

Engagement: 330011842
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Summary of Recommended Initiatives
Supply Side

5. Refresh County Technology

6. Mature IT Service Management

7. Establish a County Wide Enterprise
Architecture

Overview Expected Benefits

S1: IT Services i Develop County Technology Refresh Program | A Improved productivity and
A Invest in an upgrade of desktop and server hardware based on a user satisfaction
structured and prioritized plan A Ability to prevent
A Define approach for calculating annual hardware investments productivity / data loss or
needs major system failures
S2: IT Services T Mature the IT Service Management Program A Define quality services
A Leverage industry best practice processes (i.e., ITIL) for IT based on metrics and
Service Management (ITSM) SLAs
A Reduce amount of low value services (i.e. desktop re-building) A Shared training and skills
A Implement an ITIL based ITSM tool to help mature the capability for IT resources
A Communicate IT value
S3: Enterprise Architecture (EA) i Establish a County Wide A Ensure IT planning and
Enterprise Architecture investment are aligned
A Create a county wide framework to assist with investment with business goals
planning and resource usage that is aligned with business goals | A Expedite decision-making
A Leverage standards and artifacts created during projects A Reduce costs by limiting
A Create multi-year framework for investment planning and complexity of environment
optimized resource usage

Engagement: 330011842

© 2012 Gartner, Inc. and/or its affiliates. All rights reserved.
Gartner is a registered trademark of Gartner, Inc. or its affiliates.

16

Gartner



Industry IT Key Metric Datai Comparative Assessment - Updated

State and Local Government Benchmark

Engagement: 330011842
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Overview of the IT Key Metric Data Comparative Assessment

y" Data reviewed and analyzed was made available by County of Maui (provided by Jacob
Verkerke)

y" Update: Figures adjusted for FY 2013 based on removal of the one-time approval of
$900K of funding for the RPT system update project

I Capital vs. Operational figures were also updated based on correction of capitalized assets

yData and findings should be considered as
perspective

Yy Figures used from County of Maui were based on an averages of 2012 (actuals) and
2013 (estimates)

Yy For the purpose of this benchmark data, Gartner Research defined the State and Local
Government (SLG) industry as either the overall industry, or when data was available, a
peer group of municipalities with a budgets between $250M-$1B was used

Y SLG I ndustry Fi gur e H Keydletrics et 20d3: Key lodustry he i
Measures: Government: State and Local Analysis: CurrentYear 0 r eport

Engagement: 330011842
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Summary: Comparison Assessment
IT Investment Findings

y" Following are a summary of findings from the updated IT Investment data

Yy IT spending as a percent of operating budget (Maui 0.9% vs. Industry Peers [IP] 3.6%)
and IT spending per employee (Maui $2K vs. IP $7.5K):
i Both metrics are substantially below peer organizations, indicating Maui is taking on additional risks

for potential system failures and may be missing opportunities to increase employee productivity /
efficiency and service offerings to the public through automation

Yy IT FTEs as a percent of all employees (Maui 1.4% vs. IP 3.6%):

I Substantially below peer organizations, indicating Maui is running a very lean staff which must focus
mostly on reactive / maintenance activities instead of driving improvement initiatives.

i Also, lower staffing numbers create significant attrition risk, especially with an aging workforce and
non-competitive salaries i this risk may increase as economy recovers and more competitive jobs
openings become prevalent on Maui

Yy IT Spend Distribution T traditionally focushas been on running | T
(Maui 94% vs. IP 75%) and not enough on growing or transforming service / capabilities
(Maui 6% vs. IP 25%)

Engagement: 330011842
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Comparison Assessment
IT Investment Measures

Y IT spending as a percent of operating expense / budget is key view of IT investment
levels in terms of the role IT plays in overall business spending patterns.

Yy IT spending per employee is often used to determine the amount of IT support the

average

o r gvarkforce eeteives.n 0 S

Yy IT FTEs as a percent of employees is a key measure of IT support and IT intensity from

a human capital perspective.

County of County of Maui: |Industry Average
IT Investment Measures Maui: 2012 (Adjusted) ($250M - $1B)
IT Spend as % of Operating Expenses ' 0.8% /’ 0.9% 3.6%
IT Spend per Employee ' $1,819 ' $2,012 $7,495
IT FTEs as a % of Employees ' 1.4% \' 1.4% 3.5%
Arrows indicate differfence —of Mauio6s current

state vs. Industry Peer Averages
. = Maui is Lower ‘ = Maui is Higher

20
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Comparison Assessment
IT Investment Measures - Analysis

Yy Maui 6s | T spending as a
employee significantly lags behind peers; only a minor budget
increase from 2012 to 2013

I Underinvestment has created productivity issues; if trend
continues there is a high risk of major system failure

I IT Spending for organizations with a $500M-$1B budget is
22%, which 1s still over 2x

Yy Any significant efforts for technology modernization or to
pursue major initiatives will be impacted by lean fiscal budgets
and overburdened IT staff

percen

0]

Yy Maui 6s | T FTESs

. IT FTEs as a % of Employees
less than half of industry

A.0%
averages (3.5%), likely .
contributing to IT management | s«
and staff often operating in a 25
reactive state and focusing 20%
less on strategic initiatives L

1.0%

T This also increases the risk
associated with staffing
attrition

0.5%

0.0%

Mauwi: 2012

Maui: 2013
[Updated)

W T FTEs as a % of Employees

5250M- 51B in
Operating Budget

a.0%
3.5%
3.0%
15%
2.0%
15%
1.0%
0.5%

0.0%

58,000
57,000
46,000
45,000
54,000
43,000
52,000

51,000

IT Spending as a Percent of
Operational Expense

Maui: 2012 haui: 2013

(Updated)

5250M- 518 in
Operating Budget

BT Spending as a Percent of Operational Expense

IT Spend per Employee

Maui: 2012 Maui: 2013

(Updated)

5250M- 51B in
Operating Budget

[T Spend per Employes

1 d
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Comparison Assessment
IT Resource Distributions

y" IT operational vs. capital spending helps to portray the IT investment profile for an

organization in a given year.

y" This metric can provide visibility into the cyclical nature of capital investments (such as
hardware, software and large service contracts) compared with recurring operational
expenses (such as personnel, facilities and maintenance expenses).

o County of erk%i: Industry

Distribution of IT Resources Maui: 2012 2013 (Adjuste Average
(

IT Capital Investment V¥ 7% ¥ 15% \ 23%

ITOperational Spend £ 93% \ £+ 5% / 77%

~__

Engagement: 330011842
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Comparison Assessment
Strategic IT Spend Distribution

y" The distribution of IT spending to "run the business," "grow the business" and "transform the
business" provides a view of the IT investment profile to support business performance.

Yy Run the business: This is an indicator of how much of the IT resource is consumed and focused on

the continuing operation of the business. It includes all nondiscretionary expenses as part of the run-
the-business cost.

y" Grow the business: This is an indicator of how much of the IT resource is consumed and focused
on developing and enhancing IT systems in support of business growth (typically organic growth).

Discretionary investments are more likely to be included in the grow-the business or transform-the-
business cost.

y" Transform the business: This is an indicator of how much of the IT resource is consumed and
focused on implementing technology systems that enable the enterprise to enact new business
models. This is very much a "venture" category and would be represented by activities such as a
brick-and-mortar retailer moving to online shopping; a traditional bank offering online banking (or
moving into offering insurance services); or a commercial airline offering new freight services.

County of Industry
IT Investment Measures Maui: 2012 Average
Run the business *97% 5%
Grow the business \ 4 2% 12%
Transform the business \ 4 1% 13%

Engagement: 330011842

© 2012 Gartner, Inc. and/or its affiliates. All rights reserved. 23 Ga rtner
Gartner is a registered trademark of Gartner, Inc. or its affiliates. S



Comparison Assessment
IT Resource Distributions - Analysis

Y1 T Spending has historically -hé&kere pfimggu & ence
o niowith limited resources available to focus on growing the functionality of technology
and enabling better business services

T Prioritizing new investment / project has been a challenging process due to competing interests
Yy Investment in 2013 for new solutions brought the distribution of Capital vs. Operational
spending closer to industry averages by ir

I Maui accounting practices consider hardware re
that must justified annually vs. many organizations that define a percentage operational funding
(e.g., based on staffing) for this purpose

Run, Grow, & Tranform Spending IT Resource Distribution
100%
S0% 100%
B ans
0% B0%
Bl 705
50% BO%
0% 50
30% 40%
0%
. 308
0% 20%
. Maui: 2013 Public Sectar 10%
Maul: 2012 [minus $900K) Average g |— D
B Transform % 1% 1% 139 haui: 2012 Wia u.:::;;ugmmus Public Sector Average
" Grow % 2% 5% 12% BT Operational Spend 933 5% 77%
B Run % a7% Q4% 75% BT Capital Investment 7% 15% 23%
Engagement: 330011842
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Recommended Roadmap and Initiatives

County of Maui IT Assessment
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Listing of Initiatives Suggested By Gartner

Domain

Demand

Control

Supply

Category

IT Contribution

IT Contribution

Governance

IT Financial
Management

IT Services

IT Services

Enterprise
Architecture

Initiative
D1. Create Business Relationship Management Program

D2. Integrate IT Planning with Business Goals

C1l. Create a County Wide IT Governance Structure

C2. Develop a Financial Planning and Reporting
Program

S1. Develop County Technology Refresh Program

S2. Mature the IT Service Management Program

S3. Establish a County Wide Enterprise Architecture (EA)

Timeframe

Immediate

Near term,
iterate

Immediate,
iterate

Secondary

Immediate

Ongoing,
maintain focus
& measure

Near term,
iterate out of
projects

Engagement: 330011842
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Suggested Initiative - Roadmap and Milestones

Demand

D1: Improve IT and
Business Dept.
Relationships

D2: Integrate IT
Planning with
Business Goals

Control

C1: Create a County
Wide IT Gov.
Structure

C2: Develop a
Financial Planning
and Reporting
Approach

Supply

S1: Develop County
Technology Refresh
Program

S2: Mature the IT
Service Mgmt
Program

S3; Establish a
County Wide EA

2014Q1 | 201402 | 2014Q3 | 201404 | 2015Q1 | 2015Q2 | 20150Q3 | 2015Q4

'A. Define Service Approac
and BRM Function

h] [B. Expand Function and Staff]

A. Develop a Business Goals ) B. Iterate IT
Driven IT Strategy ) Strategy

?Initiate County Wide PPM Reporting

A. Define Governance l(c. Monitor and
B. Deploy Governance Framework )
Approach Refine
N\
A. Develop a Financial B. Implement Financial C. Develop Financial
Planning and Reporting Model) Planning and Reporting Showback
‘Initiate Financial Reporting
A. Invest in a Technology Refresh for Desktop, Server & Storage Eaelisiandiilanionhuiie
. Technology Needs

A. Mature and Grow IT Service Management Approach ’Complete Hardware Refresh

[ A. Establish EA: Technology J} [B. Expand EA: Information and]{

C. Define Alignment with
and Solution Context [ Business Context

County IT Strategy

. Milestone

— BRM: Business Relationships Manager
[ Activity PPM: Project and Program Management
ites. EA: Enterprise Architecture

Gartner




Recommended Initiative - Overview

y Gartnerob6s seven recommended initiatives are defi
with a better understanding of the priority ranking, dependencies / requirements, benefits, etc.

yAs an example, for the Demand domain, the first

Category Initiative Timeframe
IT Contribution =~ D1. Improve IT and Business Department Immediate
Relationships

Yy This was al so demonstrated in the Roadmap Vi

2014 N 2014 Q2 2014 Q3 2014 Q4 2015 N 2015 Q2 2015 Q3 ﬂ

Demand

. Define Saervice Appro

Business Dept. g .
a unction

D1: Improwve | T and
- [ﬁ
Relationships

E'"“J [B. Expand Function and Sta‘ITJ

y We wi | | provide detailed fdoececrintian n the inif

Initiative D1
Improve Business IT Relationship — Description

QOverview: Expected Benefits:

Overall goal is to improve the fvorking i and . and

between IT and the Business through several different activities. expectations for IT's service

Key function is to define the IT| Service Delivery approach based offerings and processes

on a Process-Optimizing apprgach. Also Business Customer * Improved ability to support

Relationship Managers (GRM$) can help drive success - both in the success of business

IT's ability to successfully delijer service to the business and in goals

ensuring that business needs pre understood and represented o+ Improved communications

IT. These resources must have appropriate influence internally, between IT and Business

and mey mus\ understanding the culture, collaborate across * Improved business demand
ies, thirgk I and and tracking

customer needs.

y In a Separate appendlx’ we are pr0V|d|ng addltlonal T Ko funaton 1 defina T's ols wthn e county and ensure htthe | Dependencies:

business stakeholders of aware of IT's service offerings and capabilities = Ability to dedicate

d 1 I d 1 1 h d 1 prmi‘dmg mn"r:‘:::r‘::p:‘r:n cy for inve;r:na(‘eynst‘rzjeagiginr;s E process, T el
etal regar Ing executl ng t e recom men atIOnS = Closer partnerships with thie business will allow for expediting business

cases for project requests and potential joint funding requests

Engagement: 330011842
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